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Task 1: Overview of Case-study
Task 1: Overview of Case Study
Basil’s Bakery is a small independent artisan bakery located in a shopping retail park in Coventry, UK. The business experienced steady growth after opening in 2015; however, following the COVID-19 pandemic, sales have not recovered to previous levels. Since 2023, sales have remained approximately 25% below the 2019 figures. The business is affected by reduced customer footfall, fewer office workers visiting the retail park due to hybrid working, increasing operating costs, and the absence of delivery and pre-order services. These factors have reduced customer convenience and limited sales opportunities. Therefore, Basil’s Bakery needs to implement practical solutions that will increase sales, improve customer accessibility, and strengthen its long-term business performance. (Management, Institute of Leadership & Management, 2013)
[bookmark: _Hlk205979492]
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Task 2: Solution A Proposal
Solution A: Delivery Service

The first proposed solution is to introduce a local delivery service for Basil’s Bakery. Many former customers now work from home and no longer visit the retail park regularly. A delivery service would allow these customers to continue purchasing bakery products without travelling to the shop. Deliveries could initially be offered within a limited local area using online or telephone orders before expanding further. This solution would increase convenience for customers, generate additional sales, attract new customers, and improve competitiveness. It would also reduce Basil’s dependence on walk-in customers while helping the business adapt to changing consumer behaviour after the pandemic. Increasing customer convenience is an effective strategy for improving customer satisfaction and business performance. (Management, Institute of Leadership & Management, 2013).
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Task 2: Solution B Proposal
Solution B: Online Pre-order System
The second proposed solution is to introduce an online pre-order system. Many customers have requested the opportunity to pre-order products because waiting times during busy periods are often too long, and Basil is frequently unable to answer the telephone. An online ordering system would allow customers to reserve products in advance and collect them at a convenient time. This would improve customer convenience, reduce waiting times, and minimise lost sales caused by missed telephone calls. In addition, pre-ordering would help Basil better forecast demand, reduce product waste, and improve stock planning. Overall, the system would enhance operational efficiency while providing a better customer experience.


Task 3a – Evaluation of Proposed Solutions Using the PMI Technique
The two proposed solutions were evaluated using the PMI (Plus, Minus, Interesting) technique (Proctor, 2014), which provides a structured method for comparing different options before making a decision.
The Delivery Service offers several advantages. It would enable Basil's Bakery to reach customers who work from home or no longer visit the retail park, increasing convenience and potentially improving sales. However, it would require additional transport costs, staff time, and delivery management. There is also a risk that delivery delays could reduce customer satisfaction.
The Online Pre-order System also provides significant benefits. Customers would be able to reserve products in advance, reducing waiting times during busy periods and helping Basil plan production more efficiently. The system would improve customer convenience while reducing missed sales opportunities. On the other hand, implementing an online ordering system requires initial investment, staff training, and ongoing maintenance. Technical issues may occasionally affect customer experience.
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Overall, both solutions could improve customer satisfaction and sales performance. However, the PMI analysis indicates that the Online Pre-order System provides greater long-term value with lower operational complexity than introducing a full delivery service (Proctor, 2014).

Task 3b) Evaluation Results and Justifications
Task 3b – Recommended Solution
The recommended solution for Basil’s Bakery is the Online Pre-order System. Based on the PMI (Plus, Minus, Interesting) evaluation method (Proctor, 2014, pp. 261–262), this option achieved the highest overall score (+14), compared with the Delivery Service (+11).
The Online Pre-order System improves customer convenience by allowing customers to reserve products before visiting the bakery. It reduces waiting times, supports better production planning, decreases missed sales opportunities, and provides opportunities for future business growth through customer data and digital integration.
Although the system requires an initial financial investment, staff training, and ongoing maintenance, these disadvantages are outweighed by its long-term benefits. The system improves efficiency, customer satisfaction, and operational planning while creating a strong foundation for future digital development. Therefore, the Online Pre-order System is the most practical and sustainable solution for Basil’s Bakery.
[bookmark: _Hlk205981406]Task 4b) Justifications for the Implementation Plan
Task 4b – Justifications for the Implementation Plan
The implementation plan has been organised in a logical order to ensure the successful implementation of the Online Pre-order System. The first step is to define the system requirements and select a suitable online ordering platform that meets the bakery’s operational needs. Once the system has been prepared, it is installed, tested, and integrated into the bakery’s daily operations. Staff are then trained to use the system so they can manage customer orders accurately and efficiently. Finally, customer feedback, online orders, and system performance are monitored to identify improvements and resolve any technical issues. 
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Responsibilities have been allocated according to staff roles, with the bakery owner or manager overseeing the implementation process while technical support assists with installation and maintenance. This structured approach reduces implementation risks, supports smooth adoption of the new system, and improves customer convenience and operational efficiency. (Sproull, 2018).

Task 5b) Justifications for the KPI and SMART Objectives
Task 5b – Justifications for the KPI and SMART Objectives
The selected KPI is the increase in customer use of the online pre-order system. This KPI is appropriate because it directly measures whether customers are adopting the new system. An increase in online orders indicates that the system is improving customer convenience, supporting more efficient order management, and contributing to higher sales. It also demonstrates that the digital solution has been successfully implemented and accepted by customers.
The SMART objectives have been designed to be specific, measurable, achievable, relevant, and time-bound. The first objective is to launch the online pre-order system within two weeks. The second objective is to increase online customer orders by at least 30% within three months. The third objective is to ensure that all staff are trained to use the system before it is launched. These objectives are realistic because they support the successful implementation of the new ordering system while improving customer convenience and operational efficiency. Together, the KPI and SMART objectives provide a clear method for monitoring progress, evaluating the success of the implementation plan, and supporting continuous improvement at Basil's Bakery (Management, Institute of Leadership & Management, 2013).
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Task 6) Key Findings
Task 6) Key Findings
The main cause of Basil's Bakery's customer complaints is long waiting times and missed purchasing opportunities due to the absence of an online pre-order system.

Two solutions were evaluated, with the Online Pre-order System identified as the most effective and practical option.

The PMI evaluation showed that the Online Pre-order System provides greater long-term benefits than introducing a Delivery Service.

A structured implementation plan with clear responsibilities and timelines will help ensure the successful implementation of the online pre-order system.

The proposed KPI and SMART objectives will allow Basil's Bakery to monitor online customer orders, improve customer convenience, increase sales opportunities, and 
support continuous improvement of business performance.
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                                                                          Appendix 1 – Task 3a
PMI Evaluation Table
	Delivery Service

	Plus
	Minus
	Interesting

	Reaches customers working from home +4
	Delivery costs -4
	May attract new customers +3

	Increases convenience +3
	Additional staff may be needed -3
	Could expand delivery area later +2

	Increases sales opportunities +3
	Risk of late deliveries -2
	May improve brand awareness +3

	Supports customer loyalty +2
	Vehicle/fuel expenses -2
	Could lead to future online growth +2

	
TOTAL: +12
	
TOTAL: -11
	
TOTAL: +10


[bookmark: _Hlk210816971]
Therefore: Overall Total for Delivery Service = +11
(Proctor, 2014).

	Online Pre-order System

	Plus
	Minus
	Interesting

	Reduces waiting times +4
	Initial setup cost -3
	Can collect customer order data +3

	Improves production planning +3
	Staff training required -2
	May support future online ordering +3

	Reduces missed sales +3
	Requires system maintenance -2
	Can improve stock forecasting +2

	Improves customer convenience +2
	Technical issues possible -2
	Can integrate with other digital systems +3

	
TOTAL: +12
	
TOTAL: -9
	
TOTAL: +11



Therefore: Overall Total for Online Pre-order System = + 14
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Appendix 2 – Task 4a
Implementation Plan
Customers experience waiting times and missed purchasing opportunities because there is no online pre-order system.
Online Pre-order System
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Select an online ordering system



	Research and choose a suitable online pre-order platform for the bakery.

	Week 1 – Select the system

	Bakery Owner / Manager

	Suitable online pre-order system selected.


	2
	Install and test the system

	Install the system, upload products, prices, and test all ordering functions.

	Week 2 – Install and test the system

	Manager / Technical Support

	System fully installed and tested.


	3
	Train staff


	Train employees to manage online orders, update products, and assist customers using the system.


	Week 3 – Staff training


	Manager

	Staff successfully trained to use the system.



	4
	Monitor and improve performance

	Monitor online orders, customer feedback, and system performance. Make improvements where required.

	Week 4 and ongoing

	Manager

	Online ordering operating successfully with improvements implemented where necessary.



Sproull, R. (2018). The Problem-Solving, Problem-Prevention, and Decision-Making Guide: Organized and Systematic Roadmaps for Managers. New York: Taylor & Francis.














	                     


                                             Page 11 of 12                                   



Appendix 3 – Task 5a
The Key Performance Indicator is:
Increase in online pre-order usage by customers.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase customer use of the online pre-order system.





	Increase online pre-orders by 30%.




	Achievable through staff training, customer promotion and system monitoring.




	Improves customer convenience, sales and operational efficiency.




	Within 3 months of implementation.
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